ABSTRACT
INTRODUCTION/BACKGROUND
The police force is an important institution in any society that maintains law and order and also ensures the security of lives and property. The Nigeria police are also charged with responsibility for crime prevention and assigned military duties within or without the country. However, many Nigerian observers perceive that the police are not doing enough in their assigned roles. Reasons adduced for this perception include the rampant cases of armed robbery, gruesome murder/assassinations and other violent crime that have become the order of the day in Nigeria.
According to Olatise (2001) the apparent dismal performance of this vital security organ of government is the result of years of cumulative neglect by successive regimes. He went on to chronicle the woes of the rank and file (the non-commissioned officers) of the Nigeria police including underpayment, stressful working conditions, poor equipment, and inadequate accommodation. Other matters of concern are the near absence of promotion, inadequate operational vehicles and erratic communication facilities (Olatise) . The consequence of these on the motivation to work are not far-fetched: indiscipline, inaction, selective order enforcement (neglect of crime and services) and orientation toward selfinterest.
Concerned with this moral, physical and infrastructural decay, the present democratic administration has put a number of measures in place since its inception in 1999, to address the deplorable situation of the police. These measures are highlighted in a federal government online publication, Democracy Good Governance & Development in Nigeria (Nigeria Government, n.d.) . Notable among the measures is the recruitment of 40,000 policemen annually. This, according to a report credited to a senior special assistant to the President on media, has dramatically increased the strength of the force from 110,000 in 1999 to 312,000 in 2004 (Ikhurionan, 2004) . The highlights also include an increase in the number of deputy inspectors general from one to seven, the promotion of about 200,000 officers and men, and an increment in 'the Hero's grant' (an ex gratia payment of a sum of money to the family of any policeman who dies on active service). On manpower development, a total of 70,437 recruits completed their training between July 2000 and September 2002, while another batch of 31,529 recruits and 832 cadet assistant superintendents of police were in training as at August 2004. This is in addition to the purchase of 3,000 vehicles, prompt payment, and an upward review of salaries of 207 per cent. Government has also approved almost 1 billion Naira for the construction and development of police barracks across the country, as well as a fiveyear plan aimed at helping the force to perform its duties more effectively.
Laudable as these policy initiatives are, crime, particularly politically motivated assassinations, has been on the increase as evidenced in the print media (eg Adebanjo, 2004; Constitutional Rights Project, 2003) . This has not justified the resources committed to boosting the work motivation of the force. The inadequate performance of the Nigeria police cannot be entirely attributed to lack of resources and personnel; it has rather confirmed the fact that resources in themselves are not sufficient in bringing about a desired change (Hills, 2001) . Given the ineffectiveness of the resources committed to boost the motivation and morale of the Nigeria police, evidence abounds that two major issues may be central to the motivation of the Nigeria police. They are: perceived leadership style and work place fairness.
The leadership of the police in its present form could hardly be relied upon to bring about the desired change given its traditional hierarchical and authoritarian structure. These make it too restrictive and bureaucratic to elicit motivation and highlevel performance from its junior ranks. Given its paramilitary nature, the relationship between officers of the Nigeria police and other ranks is one of extreme deference on the part of subordinates. It could hardly impact on subordinates' level of motivation. Furthermore, these superior officers more often than not are characterised by highhandedness, corrupt practices, unprofessional conduct and abuse of office (Nwachukwu, 2002) and could not be said to command the loyalty and respect of their subordinates. This explains the call in some quarters for the overhauling of the leadership structure of the Nigeria police (Shariff, 2004) and the need for a new leadership structure that would provide discipline and motivate subordinates. One contemporary leadership style that is worth considering is transformational leadership, in view of its wide use across different cultures and organisations (Avolio, 1999; Bass, 1998) .
Again, given the pervasive disenchantment within the rank and file of the Nigeria police that resulted in a failed nationwide strike (Stoller, 2002) , the issue of perceived fairness could be an inhibiting factor in the motivation of the rank and file of the force. For example, apart from stagnating in a particular rank for 10 to 15 years (Ilevbare, 2003) , favouritism, ethnicity, and 'godfatherism' have become prominent criteria for promotions and postings within the rank and file of the police. Ilevbare also reported a police public relations officer as saying that it is not uncommon to hear that two individuals with the same qualifications joined the force on the same day but, within a given period, one is already two or three steps ahead of the other, not as result of relative hard work and achievement but because of the redistributive policy known as the quota system or as ethnic balancing.
From the foregoing, it follows that one way to facilitate change is to address the issue of motivation built around leadership and perceived contextual workplace fairness. Consequently, the interaction of perceived workplace fairness and transformational leadership behaviour on the work motivation of the rank and file of the Nigeria police became the subject of enquiry. This is rightly so in view of the dynamic role of motivation as a key factor in enhancing performance (Adebayo, 2000; Barling, Weber, & Kelloway, 1996) as well as the relevance of the police to the nation's security, national growth and the socio economic well-being of the citizens.
THEORY, RESEARCH AND HYPOTHESES
Steer and Porter (1991) define motivation 'as the process by which behaviour is energized, directed and sustained in an organizational setting', while Donadio (1992) describes it as 'the art of stimulating someone to action by creating a safe environment in which their motivation will be unleashed through providing a reason or incentive for people to produce.' The question that arises from these definitions is, how can motivated behaviour be aroused and sustained within a given system? Organisational practices are usually taken as one of the strongest determining factors of work motivation (Kelloway & Barling, 2000) . These include the rules, human resources policies, leadership styles and reward systems of an organisation. The last two are particularly germane in this context.
Effective leadership is all about influencing employees' behaviour in a desired direction (Cohen & Eimicke, 1995) . Leaders influence the attitude and behaviour of followers in significant ways, while followers' perception of their leaders affects personal and organisational outcomes. The importance of leadership was demonstrated in a study by Hogan, Raskin, and Fazzini (1990) who found that organisational climate studies from the mid-1950s onward revealed that 60 to 75 per cent of organisational respondents reported that their immediate supervisors were the worst or the most stressful aspect of their jobs. Understanding employees' motivation through leadership process is therefore necessary if a leader is to harness the resources of his or her employees to meet organisational goals. The effect of leadership on workers' morale and job satisfaction is well documented (Payne, Cangemi, Fuqua, & Harold, 1998; Pool, 1997) .
One contemporary leadership model that offers an interesting insight into understanding the effect of officers' behaviour on the work motivation of the rank and file of the Nigeria police is transformational leadership. This is a change-oriented model of leadership, essential for an organisation that wants systematic revitalisation and transformation. Burns (1978) argues that leadership can best be understood as either a transactional or a transformational process.
Transactional leadership is based on an exchange process in which a leader rewards or disciplines the follower depending on the adequacy of the follower's effort and performance (Bass, 1998) , while 'a transformational leader creates a dynamic organizational vision that often necessitates a metamorphosis in cultural values to reflect greater innovation' (Pawar & Eastman, 1997) . Leaders are, of course, expected to exhibit each style to some degree. Transactional leadership is synonymous with the typical command and control of the Nigeria police force which is structurally and professionally deficient to motivate its officers and men. This shows the importance of Burns's suggestion that 'what is needed is not the old style of transactional leadership style, but the new style of transformational leadership style. ' Transformational leadership style is characterised by six behaviours (Podsakoff, Mackenzie, & Bommer, 1996) : articulating a vision, which is the ability of the leader to articulate and inspire others; high performance expectation, which refers to leader expectations for excellence and quality on the part of the followers; intellectual stimulation, that is, the ability of a leader to offer challenges to followers and the need for a better way of performance; fostering collaboration, which is the ability to promote trust and cooperation; individualised consideration, ie the ability of leaders to give personal attention and treat each employee individually; and providing an appropriate model by setting an example for employees to follow. On the basis of these, Chen and Farh (1999) categorised transformational leadership behaviour into: taskoriented behaviour (articulating a vision, high expectation performance, intellectual stimulation) and relationship-oriented behaviour (fostering collaboration, providing individualised support, and providing an appropriate model).
The importance of transformational leadership vis-à-vis work outcomes in diverse settings (eg military, business and education) is well established in literature.
In an empirical study of a sample of 78 managers, Howell and Avolio (1993) found that transformational leadership directly and positively predicted unit-level performance. Bass (1990) found that transformational leaders of organisations do better financially. Transformational leaders have also been found to motivate subordinates to perform beyond expectations (Singer & Singer, 1990) . In view of the empirical findings, it is intuitive to suggest that perceived transformational leadership behaviour would impact positively on the work motivation of the rank and file of Nigeria police. Adams's (1965) equity theory is one other model that is important in understanding the perception of workplace fairness. Equity theory (which has cognitive dissonance (Festinger, 1957) as its theoretical underpinning) is concerned with how individuals evaluate and react to differences in treatment. It states that people are motivated by fairness in social exchanges (Miles, Hatfield, & Husmen, 1989) . People have certain needs and goals that make them voluntarily enter into agreements to work and provide services, in exchange for the things they need and want. One key to making these agreements satisfactory is fairness. People consider how others treat them to determine if it is fair or not. Equity theory states that employees weigh what they put into a job situation (inputs) against what they get from it (outcomes) and compare this ratio with the input-output ratio of a referent individual (Adams) . Inputs include the qualities and characteristics that a person possesses (eg age, seniority, social status, education, effort, ability or skill), while outcomes are defined as items or privileges received in social exchange, such as money, increased status, authority and enjoyable work. A state of equity exists when the ratio is equal to that of the referent individual. If the ratio is unequal, the employee tends to view himself or herself as being under-or over-rewarded.
The development and maintenance of motivation is no doubt influenced by perceptions of fairness within a given social exchange process (Kohn, 1986) . If the exchange is perceived as unfair, the worker will be dissatisfied and poor work motivation will result and, consequently, his or her effort is reduced or some other dysfunctional behaviours are exhibited such as corruption, pilfering, bribery, and reduced job performance in a bid to resolve inequity (Adams, 1965) . If the exchange is perceived to be fair, then employees are likely to maintain their current level of effort or go beyond the normal dictates of the job.
Prior research shows that perceived fairness is associated with people's feelings and behaviour in social interactions as well as being an important ingredient in encouraging commitment (Elovainio, Kivimaki, & Helkama, 2001; Konovsky & Pugh, 1994; Moorman, 1991) . For example Forger and Cropanzano (2000) observed that fair treatment breeds 'helpful citizenship behaviours that go beyond the call of formal job duties'. Greenberg (1990) also found that employees whose pay was reduced without explanation corrected the inequity through a high level of employee theft.
Similarly, using a critical incidents technique to investigate the level of motivation among respondents in a developing country, Machungwa and Schmitt (1983) found that concern about unfairness in the work place in terms of promotion, pay rises, work assignment and keeping of promises made to workers, was related to low motivation.
The equity theory thus offers an insight into the dynamics of how motivation could either be enhanced or inhibited amongst the rank and file of the Nigeria police: if they believe that there is inequity in the distribution of valued outcomes relative to their own inputs, then a low level of motivation will be demonstrated. Conversely, if they believe in the equitable distribution of outcomes relative to their inputs, then they are more likely to be contented and to demonstrate high level of motivation.
Based on the review of theories and literature, the following hypotheses were proposed and tested:
1. The rank and file of the Nigeria police force with high perceived transformational officers would be more motivated than those with low perceived transformational officers. 2. The rank and file of the Nigeria police force with high perceived workplace fairness would be more motivated than those with low perceived workplace fairness. 3. The rank and file of the Nigeria police force with high perceived workplace fairness and high transformational officers would be more motivated than those with low perceived workplace fairness and low transformational officers.
METHOD Research design and setting
A cross-sectional survey design was utilised for data collection on participants' perceived workplace fairness, transformational leadership behaviour and work motivation. The target population for the present survey was made up of the rank and file of the Nigeria police force, Oyo state command, Ibadan. Ibadan, the capital city of Oyo state, is reputed to be the largest city in West Africa with an estimated population of about 1.3 million inhabitants. The Oyo state police command is headed by a commissioner of police, assisted by a deputy commissioner of police, followed by three assistant commissioners of police in charge of: operation, administration and criminal investigation.
For effective coverage of the state, the police state command is divided into four area commands headed by area commanders. These commands are, in turn, divided into divisional police offices headed by divisional police officers. Two of these area commands are based in Iyanganku and Agodi (Ibadan), while the other two are in Oyo and Ogbomoso respectively.
Sample and procedure
For logistical reasons, data collection was restricted to the rank and file of the Nigeria police in the two command areas in Ibadan. A total of 184 participants took part in the study. Of these, 42 (22.8%) were constables, 46 (25%) were corporals, 60 (32.6%) were sergeants and 36 (19.6%) were inspectors. Their ages ranged from 22 to 55 years with the average age as 34.38 (SD = 8.36) years. 124 (67.4%) were males and 60 (32.6%) were females. Similarly, 160 (87%) of the participants served under male officers, while 24 (13%) were under female officers. The average tenure of participants with the organisation was 13.14 years (SD = 9.39), ranging from 1 to 32 years. The educational qualification of the participants also ranged from primary school certificate to university degree: 120 (65.2%) had below university education while 64 (34.8%) had university education.
Permission to conduct the study was sought from the management of the Oyo state police command. Participants were then randomly sampled across all the divisional police offices in the Ibadan. This was achieved through the help of the divisional police officers (DPOs) who were responsible for the administration of questionnaires which were delivered by hand to the participants in sealed forms. They contained an introductory part explaining the purpose of the survey, and an academic research instrument designed to assess participants' feelings concerning certain prevailing situations in the various workplaces. The next section of the questionnaire consisted of 34 items measuring work motivation (items1-8), perceived workplace fairness (items 9-14), and perceived transformational leadership behaviour (items 15-34).
These scales were combined to form a 34-item section for two reasons. First, the scales have the same response format and so combining the scales will prevent boredom. Secondly, the new format will prevent individuals from guessing what sections measure which construct, an effect which may bias responses. The final part of the questionnaire required information on personal data such as rank, sex, sex of boss, and length of service.
The confidentiality of all the information so received was guaranteed by asking participants not to include their names on the completed questionnaires, and also to submit them in sealed forms to their respective DPOs for subsequent collection. The administration of the questionnaires and collection of data took an average of five weeks for the 230 respondents. Only data from 184 respondents were used for the analysis. The other questionnaires were either unfilled or incompletely filled.
Instrument
Data collection was done through the use of existing scales that were pre-tested in a pilot study and found to be culturally relevant for use in Nigeria.
Perceived transformational leadership style was measured using a 20-item scale adopted by Chen (2002) in a sample study among employees of the People's Republic of China. The scale was originally developed by Podsakoff, Mackenzie, Moorman, and Fetter (1990) . It is a six-dimensional scale designed to measure the two facets of transformational leadership style: relationship-oriented and task-oriented. Under relationship-oriented, four items each were devoted to facilitation of collaboration, and provision of appropriate model and three to provision of individualised support. Three items each were devoted to task-oriented dimensions of articulating a vision, demonstrating high expectations, and intellectual stimulation. The average of these six sub-scales formed the perceived transformational leadership score. The pretest alpha coefficient for the total scale was 0.68, while 0.65 was obtained as alpha for the main study.
The response format of the scale consisted of a 5-point Likert-type (strongly agree to strongly disagree) to which respondents expressed their degree of agreement or disagreement on the extent to which their immediate superior officers display the attributes of a transformational leader. Higher scores on the scale reflect respondents' perception of high transformational leadership behaviour, while lower scores reflect respondents' perception of low transformational leadership behaviour.
Perceived workplace fairness was measured using a six-item, seven-point response scale (totally disagree to totally agree) originally developed by Van Yperen (1998) and modified for the current study to a fivepoint Likert-type (strongly agree to strongly disagree) response format. The internal consistency reliability for the pre-test was 0.69 while 0.73 was obtained as alpha for the present study. All the items were negatively worded and were therefore reverse scored. Items were scored in a manner such that higher scores indicated more of the respondents perceived workplace fairness and lower scores reflected low perceived workplace fairness.
Work motivation was measured with an eight-item, five-point Likert-type (strongly agree to strongly disagree) scale designed to measure an employee's enjoyment of work and motivation to engage in it rather than other activities. It is referred to by Duncan (1969) as commitment to work and it is called Achievement Motivation by Bagozzi (1980) and Hart, Williams, and Parasuraman (1989) . Alphas of 0.60 and 0.74 were reported for the scale by Bagozzi and Hart et al. respectively . For the present study an alpha of 0.62 was obtained. Higher scores on the scale indicate that participants have high motivation towards their work whereas lower scores suggest that they derive little pleasure from their work and would rather be doing other things.
RESULTS
A number of control variables, eg sex, education and rank, were used in the study; however there were no differences in the relationship between the independent and dependent variables when separate analyses were run to test for their moderating roles. Therefore, their analyses were not reported.
As expected, the results of the correlation analysis in Table 1 reveal that perceived workplace fairness and transformational leadership behaviour were positively related to participants' work motivation.
In order to examine the interaction effect of perceived workplace fairness and transformational leadership behaviour on participants' level of motivation, a 2 × 2 ANOVA was computed. Participants were dichotomised into (favourable/unfavourable) perceived workplace fairness and (high/low) transformational leadership behaviour on Tables 2 and 3 respectively. Results in Table 2 , in line with the stated hypotheses, reveal significant main effects for perceived workplace fairness (f (1,180) = 12.90 p <0.001), transformational leadership behaviour (f (1,180) = 35.53 p<0.001) as well as interaction effects (f (1,180) = 10.43 p <0.001).
The means as reflected in Table 3 show that:
1. The rank and file of the Nigeria police with high perceived workplace fairness (X = 31.46) were more motivated than those with low perceived workplace fairness (X = 27.55).
2. The rank and file of the Nigeria police with high perceived transformational leadership behaviour (X = 31.62) were more motivated than those with low perceived transformational leadership behaviour (X = 26.66).
To clarify the interaction effect between participants' perceived workplace fairness and transformational leadership behaviour, a post hoc analysis using Scheffe's method was used to examine the direction of the difference in means. Results in Table 3 showed a significant difference in participants' motivation between those who had favourable perception of workplace fairness and those who had unfavourable perception of workplace fairness (36.60 p<0.001) and those with low perceived transformational officers (53.55 p<0.001). Results also revealed that those with high perceived Figure. 1 The figure not only reveals the pattern of the relationship between participants' level of motivation and perceived workplace fairness, but also demonstrates how this relationship is shaped by perceived transformational leadership behaviour. It shows that participants with favourable perception of workplace fairness are likely to be more motivated than those with unfavourable perception of workplace fairness especially when such participants perceived their leaders as displaying high, rather than low transformational leadership behaviour.
DISCUSSION
The measures put in place by the present democratic government to boost the work motivation of the Nigeria police appeared to have largely been directed at the provisions of resources without paying adequate attention to some organisational issues that are pertinent to the motivation of members of the organisation. The present study was designed to examine the interaction effects of perceived workplace fairness and transformational leadership behaviour on the work motivation of the Nigeria police.
The predicted hypotheses were upheld by the results of a 2 × 2 analysis of variance. Consistent with equity theory, participants who perceived the workplace as being fair were more motivated than those who did not. This pattern of results is in congruence with previous findings that found perceived workplace fairness to impact significantly on employees' work motivation (Elavainio et al., 2001; Konovsky & Pugh, 1994; Moorman, 1991) . Similarly, participants who reported that their superior officers were high in transformational leadership behaviour were more motivated than those who indicated that their superior officers were low in transformational leadership behaviour. This is also consistent with the findings of previous transformational leadership researchers (Singer & Singer, 1990) and adds more credence to its generalisability across different cultures and settings.
Post hoc comparison of mean scores reveals that participants were most motivated when both perceived transformational leadership behaviour and workplace fairness were favourable. They were least motivated when both perceived transformational leadership behaviour and workplace fairness were unfavourable. This pattern of results suggests that the participants in the present study value fairness in the workplace and the leadership behaviour of their superiors. Social exchange theory (Blau, 1964) provides the mechanism for explaining this pattern of results. This theory assumes that there is a reciprocal psychological contract that binds the organisation to its members (Payne, 1998) . In this relationship, employees' needs are not only provided for by their organisations in return for the services rendered to achieve organisational goals but also the social exchange implicitly entails the concept of fairness. Motivated behaviour is facilitated when there is favourable perception of fairness; it is reduced when the perception is unfavourable. Furthermore, the influence of perceived transformational leadership behaviour can be explained using the social exchange theory. Leaders are visible in this social exchange process not only because they are the custodians of organisational reward systems but, because on many occasions, they are effectively in charge of distribution of such rewards contingent upon subordinates' performance. Consequently, leaders become, more often than not, mirrors through which subordinates view their organisations. Transformational leaders by virtue of being charismatic, inspirational, intellectually stimulating and concerned for individual needs are able to project to their subordinates a very caring work environment. An employee becomes motivated and values both the judgement and perceived outcomes facilitated by such a supervisor to the extent that the employee feels that his or her supervisor is sensitive to his or her needs and problems.
The implications of the present findings for the Nigeria police are not far-fetched. Given the rapidly changing Nigerian workforce, the issue of workplace fairness becomes important particularly to the rank and file of the Nigeria police. If this cadre of the force must give its best in response to society's expectations, then the concept of fairness must be seen to be in place in its entire ramifications. Fairness must not be limited to organisational rewards alone; it should include other areas such as recruitment, selection, placement, training and promotion. The obnoxious policy of the quota system that promotes mediocrity under the guise of ethnic balancing should be discarded and merit, fitness and competence be embraced in the running of the Nigeria police organisation.
Since transformational leadership behaviour strongly influenced participants' level of motivation in this study, the management of Nigeria police would do well to embrace this form of leadership in its entirety. In order to respond successfully to changes in society's demographic structure, education, and democratic values, the leadership structure of the police must be seen to be flexible enough to accommodate such changes and also ensure the removal of unnecessary bureaucratic delays in the entire operation of the police. This has become imperative given the fact that the changes within the society have largely impacted on the workforce of the Nigeria police to the extent that its rank and file can now boast of over 3,000 university graduates (Ilevbare, 2003) . The traditional, hierarchical and authoritarian leadership structure that was effective when the force was largely made up of men with a lower standard of education could hardly be relied upon to lead a more vibrant, enlightened and cosmopolitan workforce without some difficulties, hence the importance of leadership restructuring for effective change.
A final remark on the findings of the present study needs to be made in connection with some of its limitations, one of which is the scales used in the study. While acknowledging the fact that these scales were pre-tested and found to be culturally relevant for use in Nigeria, one should note that, perhaps, the results would have been strengthened if local scales had been used. Secondly the concept of workplace fairness was partially addressed in this study. According to Gilliland (1993) , organisational justice has three dimensions: distributive, procedural and interactive. While the present study explored the perception of effortreward fairness (distributive), the other two facets of organisational justice were not explored. Given the diversity and plurality of Nigerian society, future research could explore not only the influence of the other two facets (separately), but also their influence in combination on the attitudes of the members of the Nigeria police to their work.
